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ABSTRACT 
This placement research project explores how trained supervisory staff at Leonardo Hotel East Midlands Airport can be used more effectively when managers are not available. The study was developed after observing regular delays in decision-making during a ten-week placement. These delays often happened even when supervisors had the skills to act, but felt unable to do so without a manager present. As a result, guest services slowed down, room readiness was affected, and staff became less confident in making decisions. The research aims to understand why this happened and how the hotel could improve its use of trained staff.
The project focuses on three main objectives. The first is to examine how delegation currently works when managers are off-shift or unavailable. The second is to explore the gap between the training supervisors receive and how much of that training they are actually able to use in day-to-day operations. The third objective is to make recommendations to help supervisors work more independently and confidently during management shortages. To achieve these aims, the research used a qualitative approach involving direct observation and netnography. Netnography, which analyses publicly available online information such as guest and employee reviews, helped provide additional insight into how the hotel operates and how staff and guests experience the service.
The findings showed that supervisors often had strong knowledge, technical skill and good understanding of operational procedures. However, they lacked authority or system access to act on this knowledge, especially when using key systems such as Opera. This meant that simple tasks like reallocating rooms or handling straightforward guest problems, were delayed until a manager could intervene. Workload pressures also played a major role. Housekeeping was frequently delayed by linen shortages, and supervisors were unable to adjust priorities because they needed managerial approval. These delays were highly visible to guests and contributed to longer waiting times and frustration.
Communication issues also contributed to hesitation. Without digital task-management tools, staff relied on verbal messages or handwritten notes, which caused mistakes and misunderstandings. Training was not always consistent, meaning some employees learned by observation rather than through structured instruction, which reduced confidence. Emotional factors were also important. Some supervisors were worried about making mistakes or being blamed, which caused them to avoid taking initiative even when they knew what to do. These behaviours match what previous research says about empowerment: people hesitate when they are unsure of their authority or when the workplace culture discourages independence.
Overall, the study shows that while the hotel invests in training, it does not fully support staff in using their skills. Supervisors are trained but not enabled, meaning they rely too heavily on management support and act passively when managers are absent. To address this, the research recommends clearer delegation guidelines, improved system access based on competence, a shift in leadership style from control to coaching, and ongoing leadership development. If these changes are adopted, the hotel could reduce delays, improve guest satisfaction and build a more confident, capable supervisory team.
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CHAPTER 1 - INTRODUCTION
The hospitality industry operates in a fast-paced and high-pressure environment where consistent service delivery is essential for maintaining guest satisfaction. Hotel operations run 24 hours a day and require rapid decision-making across multiple departments including front office, housekeeping, food and beverage, and maintenance. When managers are unavailable, decision-making can slow down, creating delays affecting room readiness, guest requests and service recovery. Research shows that empowerment and effective delegation enable employees to use their skills to act promptly rather than waiting for managerial approval, which leads to improved guest satisfaction (Bello & Bello, 2017). However, many hotels still rely on rigid hierarchical structures where authority remains concentrated at managerial level, resulting in operational bottlenecks.
Leonardo Hotels, part of the wider Fattal Hotel Group, operates more than 200 properties across Europe and the UK (Leonardo Hotels, 2025a). The brand positions itself as modern and business-friendly, offering convenience-focused hospitality aimed at corporate and travel-based guests. Leonardo Hotel East Midlands Airport, located directly beside the airport terminal in Castle Donington, Derbyshire, contains 164 rooms, conference and meeting facilities, a restaurant, a bar and leisure amenities (Leonardo Hotels, 2025c). The hotel markets itself as offering “ultimate convenience’’ for traveller through 24-hour front desk support and immediate access to airport facilities (Leonardo Hotels, 2025b). Due to its location, the hotel accommodates a wide range of guests including airline crew, corporate travellers and short-stay leisure guests. As a result, operational pressures can change rapidly depending on flight schedules and last-minute group arrivals requiring employees to make fast and empowered decisions.
Modern hospitality organisations increasingly train frontline staff in leadership and supervisory competencies. However, training does not necessarily translate into empowerment. Bello and Bello (2017) highlight that although employees in hotels may be trained, service quality only improves when staff are authorised to act independently. Similarly, Enemu et al. (2022) found that hotels achieve higher guest satisfaction when empowerment is practical and ongoing. Despite this, the hospitality sector often faces a disconnect between what staff are trained to do and what they are actually permitted to do in real time. When employees lack the authority to make decisions, delays occur, causing stress for staff and dissatisfaction for guests. This creates an underutilisation of skills, where talented employees are capable but hesitant to act without managerial approval.
This research project investigates how trained supervisory staff at Leonardo Hotel East Midlands Airport could be better utilised during manager absence. The research is based on real observations during a placement, supported by netnography using publicly available online information, including guest reviews. Delays were frequently observed during shifts where supervisors possessed the skills to resolve issues but waited for managerial authorisation. This hesitation highlighted the gap between training and practical empowerment.
The research objectives are:
1. To evaluate the effect of current delegation practices during management absence.
2. To examine the gap between supervisory training and practical application.
3. To recommend improved policies that empower trained staff, especially during management shortages.
By analysing current empowerment practices in the hotel and comparing them with sector insight, this research aims to demonstrate how enabling trained staff to make confident decisions can reduce delays, improve service efficiency and enhance guest experience.
CHAPTER 2 - LITERATURE REVIEW
Hotels rely heavily on managers to keep daily operations running smoothly. When managers are not physically present, hotels often struggle with delays in decision-making and reduced efficiency. In a fast-moving environment like hospitality, these delays can directly affect the guest experience, from check-ins taking longer to maintenance issues not being resolved quickly. Baum (2007) explains that hospitality tends to follow a traditional, hierarchical structure; where power sits mainly with managers rather than the wider team. This helps maintain control, but it also means that the operation may become vulnerable when those managers are not available.
This problem is particularly relevant in airport hotels where unpredictability is normal. Flights get delayed, large groups arrive without warning, or corporate clients suddenly change requirements. To deal with these pressures, front-line employees need to feel confident and able to make decisions. However, studies show that although hospitality organisations often provide training, they do not always give employees the authority to use those skills in real-time situations (Ladkin 2011). In other words, staff may be trained, but not empowered. This creates a disconnect between ability and responsibility.
Empowerment means giving staff both the skills and the authority to act. Hughes et al. (2019) describe empowerment as allowing people to make decisions without always needing permission, which builds trust and wider responsibility. When employees feel trusted, their confidence increases, and their job satisfaction improves. In hotels, empowerment can be as simple as allowing reception staff to offer small compensations to customers without waiting for approval, which speeds up guest recovery when something goes wrong. In practice however, empowerment is often limited. Some hotels follow strict approval systems, where even minor decisions require a manager’s sign-off. This protects consistency but slows down service.
The hospitality industry is known for high levels of staff turnover, and one of the reasons employees leave is because they do not feel valued or able to progress. Ladkin (2011) argues that employees tend to become disengaged when their skills are overlooked. Staff can lose motivation if they receive training but never get the opportunity to apply what they learn. Baum (2007) reinforces this by stating that hospitality jobs can sometimes feel temporary due to limited progression opportunities. This shows that training alone is not enough. Employees need chances to practise leadership, otherwise the investment in training does not translate into operational benefits.
Delegation is closely linked to empowerment. Delegation involves passing tasks or decisions to someone else while maintaining accountability. Grint (2012) explains that leadership is not just about holding power, but about distributing it in a way that supports the wider operation. If managers cannot delegate effectively, the entire operation becomes dependent on them. This can cause bottlenecks, particularly when managers are absent. In hotels, this might show up as delays in guest request approvals or uncertainty among staff about who should step in during busy periods.
Leadership in hospitality is different from leadership in other industries because the service environment is unpredictable. Real-time decisions have to be made at the front desk, in housekeeping, or in the food and beverage department. Because of this complexity, modern hospitality leadership values adaptability, open communication, and decision-making at multiple levels. Yukl (2012) describes leadership as a process where direction is given and decisions are shared, not controlled. When leadership flows through the team instead of sitting at the top, operations run more smoothly even when the manager is not present.
Training helps build this type of leadership. Effective training should not only teach skills but also build understanding of the wider operation. According to Ford and Sturman (2020), hospitality training is most impactful when it is linked to real job tasks and opportunities to practise. If training remains theoretical, employees forget it or they may not feel confident enough to use it. Empowerment is most successful when training and practice go hand in hand. Without opportunities to apply learning, staff training becomes a tick-box exercise instead of a meaningful investment.
Some hotels create internal supervisor programmes where staff learn basic management skills, such as problem-solving and communication. However, a common issue is that these trained staff are only allowed to take leadership when a position becomes vacant. Baum (2007) argues that rigid structures can prevent hotels from taking full advantage of their internal talent. This is highly relevant to operations because staff may be trained to step up but not permitted to act during manager absences.
Cottrell (2014) suggests that students and employees learn most effectively when they can connect theory to real practical experience. In a hotel context, this means that staff will learn more from being trusted to handle guest issues than from reading a policy manual. Veal (2006) suggests practical environments are ideal for observational learning because they give a real-world understanding of behaviour. This supports the idea that offering temporary leadership opportunities can strengthen staff development.
The organisational culture of a hotel influences how empowerment works in practice. If the culture focuses on control, staff may be reluctant to take initiative even if they have been trained to do so. Research suggests that service quality improves when staff feel ownership and involvement in decision-making (Grönroos 2007). In contrast, when decisions are centralised only at the management level, frontline staff can feel powerless. This may create an underutilisation of skills, where talent exists but is not used (Ladkin 2011).
From a management perspective, empowering staff can feel risky. Managers might worry that decisions will be inconsistent or mistakes will be made. However, developing leadership in others is a key responsibility of a good leader (Hughes 2019). When managers refuse to delegate, they end up creating more pressure on themselves, increasing stress and burnout. Delegating tasks can reduce the need for constant managerial oversight and improve operational flow.
In hotels, service recovery situations are a strong opportunity for empowerment. Service recovery refers to how staff respond when something goes wrong for a guest. Guests judge a hotel not only by whether mistakes occur, but by how quickly the hotel fixes them (Ford and Sturman, 2020). If staff are empowered, problems can be resolved instantly. If not, delays occur while waiting for managerial approval. The guest sees the difference immediately.
One of the biggest challenges in hospitality is communication between departments. Decisions often involve multiple areas i.e. the front desk may need housekeeping support, or food service might need assistance from maintenance. Yukl (2012) suggests that leadership is more effective when information and decisions are shared openly. Empowered staff are more confident in communicating across departments subsequently reducing delays.
Training and empowerment can also improve career pathways. Employees who see progression opportunities are more likely to stay within the organisation (Ladkin, 2011). This matters because hospitality has a reputation for high turnover. When staff feel valued and trusted, they are more committed to the organisation. This reduces recruitment costs and helps build a stronger operational team.
Overall, the literature consistently suggests that hospitality organisations benefit from broadening responsibility beyond management roles. Empowerment is not about removing authority from managers, but about strengthening the team so that operations continue smoothly, regardless of who is present. The key issue found in the literature is that training is often delivered, but staff are not empowered to use it.
Therefore, for a hotel like Leonardo Hotel East Midlands Airport where operations continue 24/7 and managers cannot always be present, empowering trained staff could reduce operational bottlenecks, improve efficiency, and enhance guest satisfaction. The challenge is shifting from a manager-dependent structure to a culture where leadership is shared, and staff have opportunities to apply training in real-time.
CHAPTER 3 – METHODOLOGY
This research project aims to understand how trained staff could be better utilised during managerial absences at Leonardo Hotel East Midlands Airport. A qualitative approach was chosen because the purpose is to explore behaviour, decision-making, and real workplace processes, rather than produce numerical results. Collis and Hussey (2014) describe qualitative research as a way to explore real situations in depth. This matches the nature of hotel operations, where every shift and guest scenario can differ.
The research is based on two methods: observation during my placement, and netnography using publicly available online data. Observation involved watching how tasks were carried out naturally, without interrupting the workflow. Observation is useful when the aim is to understand behaviour in its natural setting without altering the situation (Veal 2006). I observed how decisions were made, how staff reacted during busy periods, and whether trained staff stepped in during management absences or waited for managerial approval.
I did not interview staff in order to meet ethical requirements and avoid collecting personal data. Instead, observation allowed me to understand how processes were applied in real time. Observing real working environments helps researchers understand how things actually operate, rather than how they are described in policy documents (Cottrell 2014). Through observation, I was able to identify whether staff felt confident using their training independently.
Netnography supported the observational findings. It involved analysing public online information, such as guest feedback, online reviews and industry articles. Netnography works in a similar way to ethnography, except the data comes from online platforms. Digital sources can provide insight into how people perceive an organisation or process (Saunders 2012). This helped me compare whether challenges around empowerment and delegation are common across the hospitality sector or unique to this hotel.
Ethical considerations were followed throughout the project. No personal data was recorded, and no staff names or identifiable details were used in any notes. Only publicly available online information was reviewed. Research must protect anonymity and ensure participants are not identifiable without consent (Saunders 2012). The project complies fully with university ethics guidelines.
In summary, the qualitative approach, supported by observation and netnography, was the most suitable way to explore how staff empowerment functions in daily hotel operations. These methods helped uncover the gap between staff training and actual decision-making during managerial absences, which directly supports the research aim.
[bookmark: _Hlk213782908]CHAPTER 4 — FINDINGS AND DISCUSSION
4.1 Findings
During my ten-week placement at Leonardo Hotel East Midlands Airport, I worked across multiple operational departments: housekeeping, food and beverage, and front office. My findings were informed through direct observation, supported by non-intrusive netnography using publicly available online staff and guest reviews (Collis and Hussey, 2021). Reviews from Glassdoor (2025), Indeed (2024) and Tripadvisor (2025) were analysed to identify consistent themes relating to staffing, training, communication and operational efficiency. Netnography was chosen because these platforms offer unfiltered insights into organisational culture from individuals motivated to share their real experiences rather than a corporate narrative (Kozinets, 2019). When combined with day-to-day observation, a clear pattern emerged: staff across all departments were capable and dedicated, yet repeatedly limited by operational barriers such as restricted decision-making, unclear communication channels and inconsistent staffing.
Workload pressure was a consistent theme across the hotel. In housekeeping, linen shortages repeatedly disrupted the flow of room preparation. On numerous shifts, I observed room attendants stopping mid-task to wait for laundry cycles to finish or sourcing linen from external suppliers simply to meet scheduled arrivals. This meant that some rooms were only ready after the official check-in time, leaving guests waiting in reception and often expressing frustration. Similar issues appeared at the front desk. When only one receptionist was rostered, queues formed quickly, particularly at peak times such as airline crew check-ins or conference arrivals. On several occasions, staff would be relieved from other departments to support front desk resulting in guests actively searching for staff as subsequently these departments would be left empty i.e. the bar area. In food and beverage, particularly during buffet breakfasts or conference events, a single team member was expected to manage the buffet, clear tables, serve drinks and handle payments. This created unavoidable delays and visible stress among staff. These experiences mirrored customer feedback on Tripadvisor (2025), where guests frequently mentioned waiting for service, desks being unattended and staff appearing unprepared for busy periods. The situation also reflects wider industry challenges. UK Hospitality (2025) reports that many hotels are operating below required staffing levels, and Beatson (2023) states that understaffing reduces productivity, increases stress and contributes to lower morale. In this hotel, staffing decisions were reactive rather than planned around expected occupancy or events, resulting in avoidable pressure across departments.
Workload intensity was also evident in less obvious operational areas. Parking capacity was reached most days by midday, particularly when conferences took place. Poor signage led guests to repeatedly ask reception for clarification, and the duty manager was called multiple times to apologise or guide guests to an overflow area. Time spent resolving parking frustrations reduced the ability of the duty manager and reception team to carry out routine tasks such as preparing arrivals or handling room queries. This situation pulled managers away from supervisory responsibilities and created inefficiencies that affected multiple departments at once.
The food and beverage department provided one of the most striking examples of the impact of insufficient staffing. During one large conference of over 100 delegates, only two restaurant team members were scheduled. The supervisor and duty manager subsequently stepped in to help with food service, leaving their own roles unattended. Glassdoor (2025) reviews reflect this same experience, with staff describing understaffed shifts and feeling unable to keep up with demand. The Health and Safety Executive (2023) notes that excessive workload reduces performance accuracy and heightens stress, and this was clearly visible as staff worked hard and remained professional, yet delays were evident and guest satisfaction was affected.
A central finding was that performance issues were not due to lack of ability. Staff demonstrated strong practical knowledge and problem-solving skills, yet hesitated to act independently. The hesitation stemmed from restricted authority and limited access to critical systems. In housekeeping, supervisors were capable of reallocating room priorities when delays occurred however, only the Housekeeping Manager or Deputy/General Manager had permission to make these changes in Opera. This meant that supervisors often waited for managerial approval, even when the issue was simple and time-sensitive. A similar pattern occurred at reception, where staff escalated almost every guest concern to management, even when trained to resolve it themselves. I observed multiple situations where front office staff paused decision-making while waiting for a manager to confirm something minor. Glassdoor (2025) reviews reflect similar frustrations, with employees describing feeling micromanaged and undervalued. This suggests that the organisational culture may encourage dependency on management rather than empowering staff to use their training and judgement.
Communication delays also affected efficiency. In one instance, a guest reported finding an insect in their room. The receptionist responded appropriately by relocating the guest, but because she was unsure of the reporting process, she left a note for the duty manager rather than contacting housekeeping directly. This caused unnecessary tension between teams and delayed resolution. Čuić Tanković et al. (2022) suggest that unclear internal communication can disrupt workflow and affect employee satisfaction negatively when responsibility becomes blurred. This example demonstrated a pattern where tasks defaulted upwards to management rather than being handled by the most appropriate team.
Training quality varied significantly and affected staff confidence. In housekeeping, I was paired with a team member who was responsible for training me despite being behind on her own workload and struggling with English. Because neither of us had enough support, the training became rushed and inconsistent. In food and beverage, a new starter learned conference setup entirely through trial and error because written procedures were not available. Training was dependent on who happened to be on shift rather than a set structure. Reviews on Indeed (2024) and Glassdoor (2025) mirrored this, with employees expressing that they often feel unsupported and undervalued when expected to manage a full workload without proper guidance.
Communication challenges were particularly noticeable in housekeeping, where the team was multicultural and several staff spoke English as a second language. Supervisors worked hard to overcome language barriers using translation apps, hand gestures and visual demonstrations. While this was practical and supportive, misunderstandings still occurred. On one shift, a staff member used a highly concentrated cleaning chemical incorrectly because the dilution instructions were misunderstood. Although the supervisor intervened quickly, the incident highlighted how communication gaps can compromise safety and performance. Grobelna (2015) argues that clear communication is essential to maintaining service quality in diverse hotel teams, and this incident demonstrated that practical measures were in place but not always sufficient.
Communication barriers also influenced employee confidence. On one occasion in food and beverage, a team member asked me to speak to a guest about a complaint because she did not feel confident enough to address them in English. While many studies such as Muktahiri’s (2025) focus on how language barriers affect guests, this example shows that communication issues can also prevent employees from engaging with guests directly.The barrier was not knowledge or competence but confidence.
Digital systems were also underutilised, contributing to delays and miscommunication. During a busy shift at reception, a wake-up call request could not be logged because only management had the required system access to correct a technical error. The request was written on a sticky note and later misplaced. Hennedige and Sapraz (2024) suggest that digital workflow tools minimise miscommunication, streamline handovers and increase accountability across departments. Tripadvisor (2025) reviews support this, with guests reporting delays, poor communication and staff appearing overwhelmed. A recent study also found that providing timely information to customers reduces frustration and complaint intentions, while lack of communication increases dissatisfaction (Lee, 2023). This aligned with my observations as when staff communicated confidently and took ownership, guests were calm but when communication was delayed or hesitant, dissatisfaction increased.
Both operational realities and online feedback pointed to the same conclusion. Glassdoor (2025) reviews repeatedly highlighted high pressure, limited support and restricted development opportunities. Indeed (2024) reviews described feeling undervalued and unsupported by management. These issues occurred across departments, not in isolated incidents. Decision-making authority was concentrated at management level, communication processes were largely manual rather than digital, and training lacked structure and consistency. Staff were capable and willing, but not enabled.
In summary, the findings from observation and netnography revealed that Leonardo Hotel East Midlands Airport has committed and motivated employees. However, operational consistency and speed of service are restricted by unpredictable staffing allocations, limited delegation authority, inconsistent communication within a multicultural workforce and training gaps that affect confidence. These structural challenges create frustration for both staff and guests. Teams have the potential to operate more efficiently, but the current culture requires managerial approval before action, limiting autonomy and preventing staff from taking ownership of solutions.
4.2 Discussion
The findings showed that the hotel has capable employees, but their ability to act independently is limited by restricted authority and inconsistent delegation. Although supervisors are trained and understand operational processes, decisions are escalated to the Deputy General Manager even when the issue is simple or routine. This indicates a gap between theoretical delegation and genuine empowerment. Rao et al. (2024) found that when delegation is too centralised, service response slows down and employees avoid decision-making because they fear making mistakes. Similarly, Jha (2004) highlights that effective delegation in hotels depends on managers trusting their staff and giving them clear responsibility; when employees are empowered to act, confidence increases and service problems are resolved more quickly. At Leonardo Hotel, however, processes appear to create delay rather than enabling fast decision-making. The practical impact of this is that supervisors hesitate to intervene, particularly when uncertainty exists, even if they have the skills to act. This reflects Argyris’ (2010) argument that organisational structures can unintentionally create dependence on managerial approval, limiting initiative and preventing employees from solving problems independently.
The first objective of this project was to evaluate the effect of current delegation practices during management absence. The findings showed that while supervisors were knowledgeable and capable, their ability to act independently was restricted because they did not have access to key systems such as Opera. This meant that relatively simple tasks, including reallocating rooms or authorising guest resolutions, were delayed until a manager became available. Robbins and Coulter (2023) emphasise that when responsibility is assigned without granting the corresponding authority, efficiency decreases and employee dependency increases. This directly reflects what occurred during the placement: supervisors waited for managerial approval even when they could have resolved the issue themselves. Research supports that empowering frontline employees leads to faster service recovery, higher job competence and improved guest satisfaction (Hewagama et al., 2019). Similarly, Schumacher and Komppula (2016) found that when employees are trusted to make decisions during service failures, escalation is reduced and recovery becomes more efficient. However, at Leonardo Hotel, decision-making remained highly centralised, creating bottlenecks and increasing pressure during peak periods. In practice, this resulted in slower responses to guests, room delays, and queues at reception; issues which were echoed in guest feedback online (Tripadvisor, 2025).
During the placement, workload pressure was a constant challenge across departments, particularly when linen deliveries were delayed, an issue that occurred on an almost daily basis. Housekeeping frequently had to wait for fresh bedding or work with whatever limited stock was available, which slowed down room readiness and increased guest waiting times. On several occasions, linen arrived mid-afternoon, after the housekeeping shift was scheduled to finish at 3pm, resulting in staff being asked to stay beyond their contracted hours to complete the work. Research shows that insufficient staffing and high workloads contribute significantly to employee burnout and reduced service quality in hospitality settings (Ali, 2022). Labour-shortage studies further indicate that when staffing falls short service quality declines, guest satisfaction reduces and operational stress increases (Grigoryan, 2024). More specifically, heavy workloads combined with limited resources are associated with increased job stress among housekeeping staff (García-Buades et al., 2024). At an industry level, endemic labour shortages, insecure work and long hours are documented as drivers of reduced productivity and poorer guest outcomes (ELA, 2024). Finally, arguments for a fair-work agenda show that poor working conditions and understaffing undermine retention and exacerbate burnout across hospitality roles (Giousmpasoglou, 2024). My observations aligned with these findings: supervisors showed strong commitment but were constrained by resources and limited autonomy, resulting in slower service, frustrated guests and heightened pressure on the departments.
Another finding linked to the first objective was the over-reliance on a single senior figure i.e. the Deputy General Manager. When employees depend heavily on one individual to approve decisions or provide direction, leadership becomes a bottleneck. Mintzberg (1990) explains that effective managers distribute decision-making authority and avoid becoming the central point of control, allowing routine decisions to be handled by those closest to the work. However, during the placement, supervisors frequently waited for the Deputy General Manager to authorise tasks such as reallocating rooms or responding to minor guest concerns. This behaviour reflects what Edmondson (2018) describes as low psychological safety where employees hesitate to take initiative when the organisational culture signals that mistakes are not acceptable. As a result, service delays occurred not because staff lacked ability, but because they lacked authority and confidence to act without managerial approval.
The second objective was to examine the gap between supervisory training and practical application. Although supervisors had completed formal training and understood hotel procedures, these skills were not being used in daily operations. Research shows this is common in hospitality. Kusluvan et al. (2010) explain that many hotels adopt hierarchical structures that limit supervisors’ decision-making, even when they are trained and capable. This was clearly visible at Leonardo Hotel where staff could identify solutions, such as reprioritising rooms during linen shortages, but could not act without managerial approval. Kim and Kuo (2015) highlight that empowerment is what enables training to translate into performance, particularly when employees are dealing with service recovery situations. Without authority, training becomes theoretical rather than practical. Karatepe (2013) further found that when employees lack autonomy, their motivation and job performance decline. Therefore, the core issue was not the training itself, but an organisational culture that restricted supervisors from applying what they had learned.
The placement also revealed that training delivery was inconsistent. New starters in the food and beverage team were frequently left to learn tasks through trial and error, rather than being given structured guidance. Research shows that when training lacks clarity, employees feel less confident and are more likely to consider leaving (Chiang and Hsieh, 2012). Poorly delivered training also decreases motivation and commitment, because staff feel unsupported and undervalued (Kusluvan et al., 2010). This was reflected during the placement when a colleague struggled with basic procedures and explained that no one had shown her what to do, leading her to rely heavily on supervisors for small decisions. Studies also indicate that inadequate training increases emotional strain and affects job performance, as employees expend more effort compensating for missing knowledge (Karatepe, 2013). Recent research further suggests that structured onboarding reduces stress and improves employee capability, whereas unstructured learning leads to mistakes and higher dependency on experienced colleagues (Robinson et al., 2019).
Communication barriers further intensified issues around confidence and delegation. With multiple languages spoken across departments, communication often depended on translation apps or gestures rather than clear processes. This created opportunities for mistakes and slowed down decision-making. For example, during one shift in housekeeping, a team member misinterpreted chemical dilution instructions because the safety guidance was not fully understood. HSE (2024) states that training and safety instructions must be provided in a format all employees can understand, particularly in multilingual work environments. Research also shows that when employees struggle to communicate, they may feel anxious or reluctant to ask questions, which reduces confidence and limits participation in problem-solving (Bhatti & Alzahrani, 2023). Additionally, Tenzer et al. (2014) found that language barriers can reduce trust between colleagues and discourage initiative because staff fear misunderstanding or making mistakes. This reflects my placement experience, where employees hesitated to speak to guests or resolve issues independently when unsure whether they could communicate effectively.
A further theme from the findings was that employees hesitated to make decisions because they feared being blamed if something went wrong. When staff feel that mistakes will lead to criticism rather than support, they naturally withdraw and avoid acting independently (Kahn, 1990). This was evident when a receptionist delayed responding to a cleanliness complaint because she was worried about being held responsible for making the wrong choice. Research shows that when employees believe speaking up or taking action may lead to negative consequences, they tend to remain silent or defer decisions to someone more senior (Detert and Edmondson, 2011). Within the hotel, this behaviour appeared to be reinforced by how managers handled issues. Instead of guiding employees through the process, managers frequently stepped in and dealt with the situation themselves. Over time, this creates dependency, where staff rely on management intervention rather than developing their own judgment and confidence (Carmeli et al., 2010).
Digital processes had a clear impact on how tasks were delegated during the placement. The hotel did not use a digital system to assign, track or prioritise tasks between departments. Instead, messages were passed verbally or written on paper, which meant that information was easily lost or misunderstood. Research shows that when digital task-allocation systems are used, work becomes more organised because everyone can see what needs to be done and who is responsible (Christl, 2023). Studies on digital strategy in hospitality confirm that these systems reduce delays and prevent unnecessary managerial involvement because employees can independently follow their allocated tasks (Wynn and Lam, 2023). Recent research into digital hospitality highlights that technology only improves performance when HR structures encourage staff autonomy and allow them to make decisions without depending on managers (Radović, 2025). Industry reports also show that digital task-management tools make workflows clearer, improve response times and reduce errors by giving staff visual instructions rather than relying on memory (Markuță, 2024). Wider studies into automation in hospitality support this idea and show that digital coordination reduces bottlenecks and improves guest service because employees no longer need to wait for approval before acting (Spektor et al., 2023).
Delegation also influenced how staff felt about their work. When employees had to rely on managers for routine decisions, they became hesitant and unsure of their own authority. Research shows that supportive leadership increases confidence and helps employees feel trusted to act independently (Jameel, 2025). Studies about ethical decision-making show that employees only feel empowered when they understand the limits of their responsibility and are encouraged to use their judgement (Mongold, 2010). Research in luxury hotels across Europe found that when decision-making boundaries are unclear, employees avoid taking initiative and rely on managers even when they have the skills to resolve problems themselves (Klidas et al., 2014). While technology can support empowerment, studies emphasise that digital tools need to be combined with leadership behaviour that encourages autonomy and decision-making (Krabokoukis, 2023). Without clarity and trust, even trained employees will default to management rather than take ownership.
The findings indicate that delegation problems had a direct impact on the guest experience. When supervisors had to wait for management approval, routine tasks such as room allocation or solving guest complaints were delayed. This contributed to longer check-in queues and frustration, especially when rooms were not ready due to linen shortages. Research shows that waiting time plays a key role in how customers judge service quality — the longer a customer waits, the lower their overall perception of the service (Dagger et al., 2007). Similarly, Ko (2020) found that slow service and delays lead to reduced guest satisfaction because guests interpret long waits as a sign of inefficiency. This matched Tripadvisor reviews (2025), where guests mentioned waiting at reception and receiving poor communication about delays. Reducing delegation barriers and allowing supervisors to make decisions independently would shorten wait times, improve guest perception of the hotel’s efficiency and lead to higher satisfaction.
In summary, the discussion shows that the main barrier was not staff capability, but limited authority and restrictive decision-making processes. Supervisors knew how to resolve routine issues but were held back by system access restrictions, unclear boundaries and a culture that required managerial approval. This contributed to delays, longer guest waiting times and lower confidence among staff. Inconsistent training, communication challenges and the absence of digital task coordination added further pressure and reduced efficiency. Overall, there is a clear gap between what employees can do and what they are allowed to do. As part of the third objective, this project also aimed to recommend improved policies that empower trained staff, especially during times when management is unavailable. The findings and literature now provide a strong basis for these recommendations, which will be presented in the next chapters.
CHAPTER 5 – CONCLUSION AND RECOMMENDATIONS
5.1 Conclusion
This research project set out to explore how trained supervisory staff could be better used during managerial absence at Leonardo Hotel East Midlands Airport. The investigation was based on observation during placement and netnography using publicly available online information. The research focused on three objectives: evaluating current delegation practices, examining the gap between supervisory training and practical empowerment, and recommending improved policies to enable trained staff to act during periods of limited management presence.
The literature highlighted that hospitality environments typically operate within hierarchical management structures, which centralise decision-making at management level. Baum (2007) and Ladkin (2011) argue that this approach offers control but simultaneously limits empowerment and slows down operational processes when managers are unavailable. The findings from placement aligned strongly with this, revealing that decision-making slowed significantly when a manager was not on shift. Simple operational decisions often stalled, leading to avoidable delays.
Observation demonstrated a clear pattern: trained supervisors regularly hesitated to take ownership of issues even when they had the capability to do so. In situations such as guest complaints, room unavailability or operational challenges, supervisors usually sought approval from the Deputy or General Manager rather than taking decisive action. Even when they were trained, knowledgeable and present, authority still sat at management level, reinforcing a culture of dependency rather than autonomy. The hotel environment demonstrated the same issue highlighted in the literature, where staff receive training but are not given the authority to apply it. Ladkin (2011) explains that this leads to a waste of skills, as employees are unable to use their abilities in practice.
Delegation visibly impacted guest experience. When decisions required escalation, waiting times increased. Housekeeping delays also intensified operational pressures. Linen delivery issues led to rooms not being ready on time and supervisors lacked the authority to escalate or change priorities. This resulted in longer guest queues and slower room turnaround which is particularly problematic in an airport hotel where time sensitivity is high. The literature review supports these findings. Service recovery research shows that guest satisfaction is more influenced by how quickly a problem is resolved than by the problem itself (Ford and Sturman, 2020). When supervisors lacked autonomy to act, delays became visible to guests.
The study also revealed emotional effects on staff. When trained supervisors repeatedly sought approval for routine decisions, their confidence appeared to decrease over time. Observational evidence showed that some individuals avoided leadership responsibility even when they had been trained for it. Literature supports this behaviour showing employees become disengaged and demotivated when training is not matched with opportunities for leadership (Hughes et al., 2019). Lack of empowerment led to uncertainty, second-guessing and reliance on management even in predictable situations.
The gap between training and practice became one of the most significant themes. Supervisors were given structured training, shadowing opportunities and leadership tasks during quieter periods. However, during operational challenges, precisely the moments when empowerment is most valuable, they reverted to permission-seeking behaviour. This confirms what Cottrell (2014) and Veal (2006) highlight, that real skills develop when individuals are allowed to apply learning in context. Training alone does not produce confidence, practical application does.
Communication challenges between departments further complicated delegation. Without digital task coordination tools, much of the hotel’s communication depended on verbal exchanges or handwritten notes. Observations showed that this led to missed messages, duplicated tasks and lack of clarity regarding ownership. Literature demonstrates that empowerment improves when information flows transparently across teams and when staff have clear visibility of responsibilities (Yukl, 2012). The absence of digital systems reinforced the reliance on management for coordination, contributing to delegation bottlenecks.
Across all findings, one conclusion remained consistent which was that the hotel had trained people but did not enable them. Supervisors had the capability but not the authority, demonstrating a clear misalignment between investment in training and operational output. When managers were present, supervisors deferred to them. When managers were absent, supervisors paused decision-making rather than stepping in. The consequences were visible in three areas: operational delays, particularly in service recovery and room readiness; reduced staff motivation due to lack of autonomy and decision ownership; and guest dissatisfaction, reflected in reviews mentioning slow service and communication issues. 
The third objective of this research was to recommend improved policies for empowering trained staff, especially during management shortages. Based on both literature and observation, it is evident that empowerment does not naturally occur after training but it must be supported by clear delegation frameworks, defined decision boundaries and organisational trust.
In summary, the research demonstrates that Leonardo Hotel East Midlands Airport invests in training but does not maximise the operational benefits of that training. Staff development only becomes valuable when confidence, authority and decision rights are applied consistently in practice. Empowerment is not the removal of managerial control but rather the strengthening of the operational team so that the business remains resilient regardless of who is physically present. The findings strongly suggest that enhancing staff empowerment would improve operational flow, reduce wait times, build confidence and ultimately contribute to higher guest satisfaction.
5.2 Recommendations
The first priority for improving operations at Leonardo Hotel East Midlands Airport is to introduce a clear empowerment framework so supervisors know exactly which decisions they are allowed to make without waiting for a manager. During placement, many delays happened because supervisors paused even on small issues, such as room allocation or simple guest complaints, until a manager could confirm the action. Research shows that empowerment only works when employees understand their decision limits. Bowen and Lawler (1995) explain that if employees are unsure, they will always hesitate. Lashley (1999) also argues that empowerment in hospitality must be structured properly so staff feel supported, not left alone. Spreitzer (1995) adds that people act confidently only when they feel capable, trusted and aware that their actions matter. A useful example is The Ritz-Carlton, where frontline staff can spend a set amount of money to resolve guest problems without asking a manager. This has helped them maintain fast, high-quality service (The Ritz-Carlton Leadership Center, 2019). Leonardo Hotel could introduce something similar by creating a simple delegation matrix showing when supervisors can reassign rooms, offer small compensations or approve late check-outs. This would help staff act more quickly, reduce unnecessary escalation and improve service recovery during busy periods.
A second recommendation is to link system access, especially for platforms like Opera, to staff capability and training. The findings showed that supervisors often knew what to do but could not complete tasks because they did not have the required system permissions. This forced them to wait for a manager to log in, even for small changes that they were fully capable of handling. A lot of companies use a role based access system (Lindemulder and Kosinski, 2024), however, a capability-based access system would give supervisors the log-in rights they need once they have shown competence and completed the necessary training rather than just assuming their skills are simply limited to what their role currently is. This would cut down delays and allow work to continue smoothly even when managers are unavailable. Studies show that giving staff the digital access needed for their responsibilities improves service speed and employee performance (Ingsih et al., 2024). This subsequently reduces delays because staff no longer need to wait for managers to complete simple operational tasks. Regular audits could be introduced to ensure access is used correctly and to identify any further support or training needed.
Another improvement involves redefining the role of the Deputy General Manager (DGM). During the placement, supervisors depended heavily on the DGM for guidance and approval, even for straightforward issues. This created a bottleneck and limited the supervisors’ confidence to act independently. Instead of being the person who steps in to fix every problem, the DGM should take on more of a coaching and support role. Research on empowering leadership shows that when managers encourage staff to make decisions and guide them rather than take over, employee confidence and initiative increase (Amundsen & Martinsen, 2015). Research also shows that when leaders step back from direct control, performance improves because employees feel trusted to act (Stamford, 2022). Leonardo Hotel could support this shift by holding weekly review meetings where supervisors discuss decisions they made independently, with the DGM providing supportive feedback rather than corrections. Over time, this approach would reduce dependency, build stronger leadership skills and improve operational continuity.
A final recommendation is to strengthen continuous leadership development for supervisors. The placement showed that supervisors had received initial training but had few chances to build on these skills in real situations. When staff are trained but not supported afterwards, confidence fades and they rely on managers again. Some suggest that leadership development is influenced profoundly through ongoing coaching, practice and reflection (Join The Collective, 2023). Leonardo Hotel could introduce quarterly one-to-one coaching with senior managers, short leadership workshops and reflective logs for supervisors to complete after each shift. These activities would help them understand their role more clearly, build confidence and become more proactive when managers are not present.
Overall, these recommendations address the main issue found in the research that supervisors at Leonardo Hotel are trained but not fully enabled to act. By clearly defining decision rights, offering better system access, repositioning the Deputy General Manager’s role and supporting long-term leadership development, the hotel can build a confident and prepared supervisory team that keeps operations running smoothly even during management absence.
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